3.0 Customer Focus

The Mission of the 417" Base Support Battalion (BSB) is to
provide Customer-driven Base Operations Support
(BASOPS) to the soldiers, civilians, and family members
assigned to our footprint. This is a challenging task as our
Customer and market profile is constantly changing,
evolving with changes in demographics, operational tempo,
the focus of the 417" BSB and Tactical Commanders, and
the strategic plans of the Command hierarchy.
Nevertheless, we understand that quality in our products and
services is impossible without a sound knowledge of who
our Customers are and what they expect of us. Leadership’s
commitment, however, to the Army Performance
Improvement Criteria (APIC) Core Values of Customer-
Driven Quality and Continuous Improvement and Learning,
enable our organization to meet this challenge and to do it
better every day.
3.1a(1) Our key Customer groups and market segments are
determined by the 417" Base Support Battalion’s Key
Process Teams (KPTs) and Key Support Process Owners
(KSPOs) then validated by the Customer Feedback
Committee (CFC) and Command Group. The process that
is used to accomplish this is illustrated in Figure 3.1-1.
Annually, the Systems Team for Analysis and Review
(STAR) and Command Group are responsible for ensuring
that our key processes are reviewed and validated as part of
the Strategic Planning Process (SPP) (Figure 2.1-1).
Throughout the course of the year, our Customer
Information Channels (CICs) provide information to the
KPTs and KSPOs as to the types of Customers receiving our
products and services. One of our most valuable tools in
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this area is our Customer Comment Card, which tracks
responses by key Customer group. The program enables us to
target utilization rates and further define requirements specific
to them. Additionally, during the Environmental Scan of our
SPP, the STAR and the Executive Steering Committee (ESC)
examine projected changes in operations, demographics,
doctrine, and regulation in order to determine our future and
potential Customers. All of this information is channeled to the
CFC who segments our Customer groups based on common
requirements (Figure 3.1-2), and meets annually for review and
evaluation of its findings.
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3.0 Customer Focus

By virtue of their assigned missions which regulate
supported areas, most agencies within the 417" BSB do not
actively target Customers of competitors. We do, however,
proactively identify potential Customers. For example, with
the drawdown and downsizing in many United States Army
Europe (USAREUR) installations, we were given the
opportunity to restation the 12" Aviation Brigade from
Wiesbaden to Giebelstadt Army Airfield, bringing a total of
690 new Customers to the footprint.
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Additionally, the 417" BSB maintains over 40 CICs (Figure
3.2-1) which provide the opportunity for our Customers to
voice complaints or concerns, and assists the battalion in
gleaning valuable information on our key Customer
requirements. Key Process Teams and KSPOs use complaint,
performance, and comparative data from these channels to
define requirements as they relate to the 417" BSB’s key
processes (Figure 3.1-2).
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The Directorate of Community Activities (DCA), targets
potential Customers through its Leisure Needs Survey
which identifies recreation and entertainment activities of
interest to the community that are not provided on-post. Our
new Teen Center at Leighton Barracks, with exponentially
increased patronage, is a good example of how this data is
used to capture new markets.
3.1a(2) Key Customer requirements and drivers of purchase
decisions are determined at two levels, through two different
mechanisms in the 417" Base Support Battalion. Because
of the diversity of our products and services, we adopted our
Overarching Customer Requirements in 1999. Determined
through surveying our Customers as to which service
aspects were most important to them, they have resultantly
become our Customer Services Standards - our “We
Guarantee It!” program. In all BSB facilities, we guarantee:
Courteous and Respectful Treatment
High Quality Products and Services
A Clean, Organized Facility
Timely and Accurate Information
A Fair Price
A Customer-Focused Staff

Figure 3.1-3

identify the needs of future and potential Customers. Because
in USAREUR we live in an environment of change, this step in
the process is critical. We are continuously assessing the
impact that this change will have on our Customers. Key staff
of the 417" BSB, through the Environmental Scan phase of the
SPP, are responsible for identifying trends which will impact
our Customer base and requirements, and the products and
services we provide (Figure 3.1-1). Once these trends are
identified, we develop strategies to meet related requirements
(Figure 3.1-3) and this becomes part of our Strategic Plan.

Just as our Customer base is varied, so too is the 417" Base
Support Battalion’s approach to listening and learning from
each of these key groups. Customer Information Channels
established to obtain information from units and their
Commanders, such as Tactical Commanders’ Conferences and
Master Planning Board Meetings, are regularly scheduled.
These formal, pre-prepared briefings are designed to maximize
available time and allow for inclusion in the unpredictable
schedules of military leaders. Feedback from family members
is encouraged by providing ongoing, less formal, point-of-
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3.0 Customer Focus

service mediums such as comment cards, Teen Web
gatherings, Townhall Meetings, and surveys.  Other
mediums are specifically established as a formal means of
obtaining feedback from several Customer groups
concurrently. Participants are selected to represent a cross-
section of the overall market, thereby ensuring that the
feedback received reflects the interests and concerns of all
groups affected. Some of these channels include the Human
Resources Council (HRC), Commissary Council, and
Health Promotions Council (HPC).

3.1a(3) The CICs of the 417" Base Support Battalion
provide us with the means to determine and project key
product and service features, as well as their importance to
relevant Customer groups. This feedback from our current,
past, and future Customers is provided to KPTs and KSPOs
who also analyze Customer satisfaction and focus group
survey results, data on the percentage of complaints solved
at the lowest level, percentages of Customer contact
requirements met, comment card results, Customer
competitive comparisons, and rates of positive referral.
This feedback is used in determining, predicting, and
prioritizing key product and service features. Those
identified to be of the highest priority become part of the
improvement strategies and objectives of the teams. Using
the process illustrated in Figure 3.1-4, we integrate these
requirements into product planning and the design of new
products and services.

3.1a(4) We keep our listening and learning methods current
with business needs and direction through the SPP and the
CFC. The ESC, STAR, KPTs and KSPOs are responsible
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implement approved changes. The criteria that the CFC uses in
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for strategic planning, and are therefore charged with
determining changes in our business direction. The STAR,
KPTs and KSPOs determine how these changes will impact
listening and learning strategies, and task the CFC with
related analysis, review, and the implementation of any
necessary changes in our approach to listening and learning
from our Customers (Figure 3.1-5).

Additionally, the CFC meets annually to evaluate the
effectiveness of existing CICs, and to recommend and

(CSR) is responsible for making follow-up calls on a minimum
four percent of the total number of comment cards received
monthly. The purpose of this random sampling is to ensure that
our Customers not only received a timely response, but that
there was satisfactory resolution to their concerns or complaints

as wel

Our CIC feedback process ensures that all complaints are dealt
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in a timely manner.
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See Figure 2.1-4 for Strategic Area Reference

Additionally, the Customer Satisfaction KSPO continuously
monitors results of the scorecard for this Strategic Area
(Figure 7.1-1) to ensure that the tools we have in place for
relationship-building are effective.

The 417" Base Support Battalion has historically
determined our Customer contact requirements through the
STAR and Environmental Scan phase of the SPP. The CFC
is now primarily responsible for accomplishing this. This
team was specifically chartered to “...determine the most
effective means of obtaining feedback from our key
Customer groups, and for developing a plan for the
continuous review of the same.”

For each of our Strategic Areas, the Commander ensures
that there is at least one CIC specifically designed to allow
Customers, by group, the opportunity to obtain information,
seek assistance, and voice concerns; and that these feedback
channels facilitate minimal waiting time for response
(Figure 3.2-1). For example, in every facility of the 417"

more often, they are used as tools by

directors and facility managers to
determine what can be done to ensure they are continuously
improving. For example, results indicated that the standard for
a friendly and Customer-focused staff at the Housing Office
was not being met at a satisfactory level. To correct this, the
Housing Chief launched an intensive Customer service training
campaign, which has resulted in a marked improvement in
recent comment card scores for this area. Our Central Issue
Facility (CIF), which consistently scores well in relation to all
of our standards, received lower ratings for a clean, well-
organized facility, due to aging and apparent disrepair of the
physical structure itself. Interpolating data gleaned from the
Comment Card Database (CCDB), a much-needed upgrade to
the facility has been successfully accomplished.
3.2a(3) The 417™ Base Support Battalion’s complaint
management processes are designed to regain Customer
confidence quickly by resolving complaints at the lowest level
(Figure 7.1-21), promote learning from experience and prevent
reoccurrence, and to improve organizational performance.
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We have a three-pronged approach to managing
complaints. First, if concerns or complaints are expressed
through one of our CICs (excepting comment cards), they
must be addressed in our CIC checklist along with the
complaint resolution or strategy for resolution should the
issue not be immediately resolved. Mandatory distribution
is made to the Command Group, the STAR, KPTs, KSPOs,
and the CSR, who review this feedback and collectively
ensure that issues are resolved in a timely manner. A
second process is used when Customers express complaints
through the Customer Comment Card Program (CCCP),
illustrated in Figure 3.2-2. Review and analysis of comment
card results is conducted at least quarterly during the BRB,
but more often if trends have been noticed or if there is
particular interest in a program or facility. Database reports
covering comment card results and outstanding or overdue
responses are made available for analysis to all levels within
the organization for use as an effective tool in measuring
and managing Customer feedback.

In all cases, the preferred method of complaint resolution
is “on the spot.” When complaints are ‘informal’ or
addressed at the point-of-service, it is the frontline employee
who is initially responsible for satisfactory resolution. With
this in mind, the 417" BSB recognizes these employees as
critical to the successful operation of our activities. They
are APIC-trained, understanding that it is our Customer who
determines quality, and that they are empowered to do what

is necessary to resolve complaints immediately (Figures 7.1-21
and 7.3-9).

3.2a(4) Our CFC, with feedback from ESC and STAR, reviews
annually the viability and effectiveness of our CICs in fulfilling
their established purpose (Figure 3.1-5).  Similarly, this
committee is chartered to “create, evaluate, and improve
feedback channels to the degree that it gives Customers a
legitimate, meaningful way of expressing satisfaction or
dissatisfaction with existing programs;” gleaning from that
feedback, valuable and meaningful data which enables our
managers and process owners to continuously improve their
products and services.  However, this is not the sole
responsibility of the team. Input on recommendations to
existing processes comes to the CFC from staff members,
Customers, and CIC owners. If it is within the scope of their
charter, the CFC team members are empowered to effect
necessary changes. If the evaluation falls outside the scope of
the charter, the CFC will enlist the support of the STAR and
when necessary, the Command Group.

3.2b(1) The 417" Base Support Battalion maintains several
methods for quantifiably gauging levels of Customer
satisfaction. These methods are varied, and allow us to segment
results by key Customer group, key process, and by individual
activities. In addition to the CCCP, the 417" BSB conducts an
ongoing Customer Satisfaction Survey (CSS) which asks our
Customers to rate the quality of all activities, as well as those of
our partners and suppliers. The STAR coordinates focus groups
semi-annually with representatives from each key Customer
group, surveying participants as to the quality of products and
services identified as key requirements. Other direct measures
include Complaint Resolution Rates, Customer Competitive
Perception, and Rates of Positive Referral. We use several
indirect measures of Customer satisfaction as well, including
feedback from any of the CICs and Commander’s Hotline calls.
3.2b(2) In addition to the procedures written into the CCCP
and the CIC Feedback Process, the 417" Base Support Battalion
employs several other methods of actively following up with
our Customers on products, services, and recent transactions.
These methods include surveys, point-of-service inquiries, and
After Action Reports (AARS).

3.2b(3) Our CCCP also provides us with valuable information
on satisfaction relative to our competitors. Our Customers are
asked to rate the facility or activity on a scale of 1-5, as it
relates to similar activities they have experienced within
USAREUR (Figure 7.1-23).  Focus group surveys ask
representatives from each key Customer group to compare the
417" Base Support Battalion facilities and activities with other
institutions or agencies providing similar products and services.
Additionally, with the standardization of the Customer
Satisfaction Survey within USAREUR, we competitively
compare ourselves to our sister BSBs. Because the nature of
activities on Army garrisons in the United States is very similar,
the 417" BSB benchmarks Customer satisfaction data from
Chief of Staff of the Army winners in the Army Communities
of Excellence (ACOE) competition. With this information, our
directors and managers have the platform they need to develop
improvement plans for their activities and facilities.

3.2b(4) The CFC has primary responsibility for the evaluation
and improvement of our approach to determining our
Customers’ satisfaction, using the same process described in
3.2a(4) and Figure 3.1-5.
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